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FOREWORD

How are high school principals selected in New South Wales,

district selects its high school pripcipals?
. As Inspector of Schools, New South Wafes, Australia, Fenton Sharpe

»

™ has been directly involved-in principal selection. He has been in the

U. S. for two years completing his doctlorate ;Lméducat;ional adninistra:s"

tion at the University of Oregon, where he has been a graduate- reséarch
assistant in the Field Training and Service Bureau. In this Bulletin,

he calpares the selection processes in his hane state with the proc&‘
used by+a U. S. dlStrl(:t pointing ocut stqaengths and weaknesses of each

and suggesting some-ways for overcoming those weaknesses.,

-

. . by
' Of particular interest i$ Sharpe's ’d&e%;:&ption of the New South
Wa;w,seléction process—a very different approach from the typically
American one.

v : , . , w0 .

v . - 3 Gail Fullington -
. S Assistant Executive Secretary

Oregon School Study Council

H
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A. ' INTRODUCTION ~ -

L While a‘vast literature has been accumilated around the role of

" the school principal, little has been written about how the system goes
) aboﬁt the task of selecting the ap;viropriaé? p(;:'rs'on to fill that rele.
i © - And yet "the selection of capable individuils who.yi11 be effective
adninistrators for the schools presents a p?roblemas great and pi'obably
more crucial than that of training them."'__(,}ipVes;, p. 1)
"As the principal, so the school' remains 4 cammonplace belief - '

* among upper-level district administrators, teachers, coammnity menberé,

»

and eduéational'théoriqtq and researchers as‘"well‘ ~The following state- \ '
ment is typical--""What a prmcipal does or fail§ to do is feit in hanes
as well as in cla.ssroars and corridors of a schi)ol He .influences the
quality of instruction, relatlonshlps between p’bple acceptance- of or
resist.s e to change, morale and eff1c1ency of eneral operations ., .
a principal can make a dlfference, vyhere it ooun: , for he practices his
art at an important focal poin't, namely, the sc .y 1 buiolding." (A.A.S.A,,
. p. 9) ‘ , . { !
It follows then, that the decision to selégt a pa.rticulg‘r prinéi-

i,g.l ‘of %11 .
1a11y ‘ot t

e d e

]
'

r pal for a partlcula.r $chocl rmst rate as one of

'

decisions take;': by a school district. This is e
decisions relating to high s@ol principals, as éhey a.x"*e normally more - -

visible to the publlc 1n their roles than are thelr elenentary counter’

parts.. At the same t1me the mstltutlons they lead are’érdinanly more ,
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complex and the problems presented by their ciiegts (tqenage_ars) appea.r'

to be more pronoun‘ced in the public mind.

N

\
study regards.the selection of a new high school principal as ""the next
most important personnel decision to the selection of a new superintend-
-ent," and that at the time in which‘it is made it supersed&s in ;impor-
tance all other school aistrict decisionsminc'luding those relatiné to

{

budget, curriculim, and facilities."

process for a high school principal in a mediun-sized school district

in*a western U. S. state and the parallel process in NewSouth Wales,

Australis,. - ‘ . \'\" :
PR | .
- B.  METHODOLOGY
Data for thé New South Wales system were gathered:
1. From letters describing and cammenting on the selection proc-
esses £mm thg d‘er{uty—di‘rector. of secondary education, theﬁa&i—« -
i;xspeétor in charge of inspections a‘md an area dii'ector
2. F“ran critical articles on the mspectlon systen written by
. observers from within the system a.nd withqut. ..
3. From personal recall of the writer's‘", own exbei‘iences,' f‘i:‘st as
-+ & teacher undergoing inspection, then as an J".nsp‘ector\ intimately
,"' mvolved in the promotlon process. ‘ -
Data for the U. S system were gathered L . 3

1. Frcm_interviews with senior district personnel officers and
/ . : .

o
v ey

It is no surprise then that one administrator interviewed in-this———

This paper is concerned with a comparative study of the selection =~ .
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the principal whose process of_selection was under scrutiny,
' ~ : - ’,
with one of the university professors.intimately associated

'

with state certification requirements- for principals, and with

y -t

a principal of another high schoolv"i’n the same state who had
. previously been an applicant for various principalships.

4

2. From the meager supply of writir‘lugs _6n the topic.

C. _TWO &JKX)L,SYS’I'I'MS—:/\’ BRIEF DESORIPTION ¢

4

1. The U. S. school district lies on the outskirts of a medium-
- sized city. The district is about 60 square miles in area, and has'a ]
totall population in the vicinity of 100,000. Total student enrollment
is approximately 22,000, and they are seI:Ved by about 1,256Jteachers
and adrﬁinistrators. 'I‘helreihre three high schools in the district.

2. Public educa wn m Australia is administered by state-wide

départments of edu Y ion. The New South Wales systen enocmpa.sses about !

, 800,000 square mil
. - ’!‘[ .
people. In these -’tenns it is one of+the largest educational units in

P

the western vxorld» Total student enrollment is approximately 900, 000,

and serves a tota] population of over 3,000,000

. and they are served by about 42,000 teachers a.nd adnunlstrators There

are over 400 high schools in the system and an average of: six new high ~

schools are opened every year. A large r (*f' principals' appoint- ’ .

~\n1ents\mxst be made annually.

|

. . -
D.  SELECTING A HIGH SCHOOL PRINCIPAL IN THE U.

. scaogh. pIsTRIGE, -
. R

= - o .
1. _V;,aéa__n_gz The vacancy under-scrutiny was created when the
; : , ,

T8 N
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previous principal was appointed to a central office position in the

‘-

same district. , .
, .

2. Job Description. A job description for the vacant position

was written by senior personnel officers with ln/p\ft ‘from-the director
of secondary education. The description was based on an informal analy-
sis of the particular needs of the school and an agreement as td’ the

general functiens of a high school principal.

3. Agdvertising Vacancy. A notice was directed to the, placénent

’eenters_ in all ma jor western uni\}ersities. It -included staténeﬁts of

N 1
L 4

the vacant position, timing, salary range, ‘and what was required and -

preferred in relation to experiénce, training -and credentials. Job
desgriptions were Iorwa.rd to all iﬁquirers

—_—_— I

R .Several key university professors, were called to assist m the

dlssemmatlon of 1nformat10n about the vacancy to potentlal candldates

both on campus /and w1th1n school dlStI‘lCtS

Irj\ the case under review the selected primeipal became aware

}

. of the vacancy through a university job listing service. Others heard

of it ’frgn' their district personnel offices and via the "education%',
grapevine." a ' .
RN _— . _ 2 \ » . .
4. The Screening Committee.-

R a. Personnel--Ia this case a screening cciuttee was appomtéd

by the assmta.nt—supermtendent for persop{ 1, consmting of hlmself as

chairman, the\director of secondary edu(:atlon,\ the director of personnel,

,and a principal of one of the other higfl schools in the district. These

four adminiétrators then appointed/to the comittee one member of staff .

fram the high school ;as a "teachers' representative." Diffe;ent
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rceptions of this role wex:e'evident, as a senior personnel officer re-

4

o ferred to him as '"truly representative of staff imnolveméntﬁ" but the *
ewly appointed principal saw him as 'a token staff member who had no

grasp of the interview process.” Despite his earlier assertion oh/ -

&3

"staff irivolvanent," the personnel officer did indicate that because of
"major staff problems' in.the school "it would not liave been wise to

include a teacher member elected by the.staff.'” An analys;'.s’ of camit-

s .tee personnel revedls that: o .

»

(i) There is no community representation. . The opinioﬁ was ex-
N . pressed that “the suiaerintendent' feels he ha;s the administraZ.
tive responsibility to hire personnel"'. . .. "he views the
-board as the citizens' input™ . . . “there is no need for
T ’ grassroots input.” This is in ﬁeeping with the A.A.S.A,
v ' . point of view—-"it is declared unequivocally that responsi-
- é_ _ bility for selection and assigﬁnent of: principals rests in ‘

the superintendency." (A.A.S.A., p: 10)

/ - 1 ‘*
There is no student representation.{ .

The éuperintendent was not- ;étivély; involved at this'stage.

(In smaller districts the superintendent is himself Llikely to

chair the écreen'i.ng'oannittee, or he may well make the appoint- -

ment by himself bureiy on hi Judgment .) -
_ At this point it’is i’ntérestil:xg to\note change m hiring -. 'l | L

policy in the. district which will affect the make-up and functfons of

future principal selec(t.ion' camittées. Two séparaté -and- completely in- : .

~

-dependent comnittees will be employed.' The firsf:, a eriteria committee, .

|

!

) i
o will contain community, student and staff representation, and wiT® be i
5. |

. 7

|

i
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charged with the responsibility for analyzing the needs of tiag situa-
" tion a.nld éetablishing .lecgon "(\l:riteri‘a to meet, fhese needs.: A dom-
.pletely separate comittée composed errtirely of administrators will/
perform the lscreening function. In that way, 1nfomat10n w111 be ob-
tair;ed from agl);gvo,lved groups but the dec1$10n-mak1ng po& will re-

main firmly in the ha.rids of the admmlstrators. 6

o .7
- b. ‘Task and Process-+~In thls case the screenmg camittee was

4 A
.

~charged with’the task of narrowing down the field to one, two,. or’three
‘. . N . .
finalists for the superintendent's appréval. This would be achieved by

(i) an informal analysis of the vacant Situation leading tO*establish—\
_mént of criteria based on state requirements, the.situation and the job

~
~

descrip‘tioon alre:fdy disseminated, (ii) analysis of the files (iii) per- B

" sonal contacts with references and (iv) ch01ce of and” 1nterv1ews w1th
LA
= These will be dealt with in turn. L -

. (1) Crlterla-—It was agre”that this parti

i

. fir?/flsts a © ' ,  ' 1
S

. . 3

1

|

4

; above all else to be a change agent. In light of Cgrlson's studies on . a

was made tiom outside’ of ‘the district. (Carlson, pp.\i-17) In fagt

thl—s appomtee was the only principal in the hlstory o) the dlstrlct I

élppo,lnted as outsmer. The words of three of the direct participants
a’;‘t,_z‘e inf'ormati:/ T . - : . | - N

e - ]

z‘ ' Senlor personnel officer: "We were lookmg for a fit w1th the =

pmsent a:hnmlstratlon and a fit w1th the partlcular school at that . '

pan‘,icula.r t:une " ) . ;/

Another senior personnel offlcer "We talked about the type

K o I
- .

-

6 , : .
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"It seened.mo it important fo get a match be- v

R S ev1dence of the nmltl—dmxensiona'lity ‘ol administrative behavibr®and of

.« B
o . | Y
6

mar Z dlfferences m school situatlons C e, there should be more

; \ w0 t .
.. on mtchlpg a.dmimstrators w1th situat\ions " (Erlckson

3

B« l)v A similar: approach is ta.ken by MoClella.nd et al. aI in relation-to-

““the identification-of 'ta,lent« in general. - 'One ,s/ general strategy must
shift from ]identifying “'talent/ed persons' to/;:natchirrg pe/rsons with cer:
/

tain characterlstlcs to situations 1n which those 9}{a.racter1st1cs w111 ' _j

Cad “

. "be most ada.ptlve." (McClelland et al , p 2’36) ' <
gal D

¢ T e

The title of the 1967 A A.S.A. bookjet on the selectlon of

principals, 'The Right Principal for the Right School," QA.A.S.A’., -p. i)

L : '/
leaves no doubt as to where.that body stands on the issue. - .

. " e The job «descripticr; which was made availablé to all applicants$e i
. | 28
/
and which’ served as a ba51s for mltial screening and mterv1emng was Vs ' 1
P :, . LN L
:

‘written in general tems only In it,; only the énpha51s on the pr1 i-

pal s role as a ”cha.nge catalyst” ?Efers any clues as to t spe01f1c T
o .
needs of the pa.rtlcula.r sch001 S . N 3

«
- S ~
R S “wl o

In a d1scuss1on of criteria, a, few words should be expended or® T

|
. /\ .
v the questlon of admlnlstratlve vertlflcatlon, .as the regulatlons relat- . S 11
]
:

aar o e ) ’ ~/;,,.» «
7/ 1ng to it serve as a crlteria basellne in the selectlon*t)f all school T

UL ALY
principals,i&tl’ié"ﬁértmular state

It is at thls pomt too that the
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the schrol districet”

the universities; and other professional ‘educators,
. R . . . 'F v
as they are represented on a state comnittee on educational standards

Tu.o major assumptions seem-to be embodied in the certification. requlre—

ments: that ope can be a succ&esful school prmc1pal without hagln&

L]
> .

been a teacher; and that one is not likely to- be a wmfﬂ pmnc1pal
" without havmg oompleted a large number of hours in academc study at a -

‘university, ylth an e'ﬂphams at the graduate level upon ooursef related

to educational adnmlstratlon

-4 - e,

At this stage no prmc1pals have been appomted in the state,

" without same experlence as a teacher No useful camment can therefore

4

be made on the former of these requlrenen.ts As ta the latter requlre- ,
ment, Bridges and Baehr pubhshed a rev1ew~of tbe literature in 1371
which dgmenstrated that "most studies show no relatlonsh:Lp between the '
amount of educational training and subsequent succ& ‘as gidged by su-
perlors and subordmates " (Bridges and Baehr, p. 2) In fact, research
by Gross a.nd Herriott (supported by 'studies of Llpham and Schlrz) dem— o

onstrates 2 negatlve relationshlp between the tota.l nmber > equtses

-~ in educatlonal adnnnstratlon and professional leadershlp 1n~pract1ce

(Brzdges and Baehr, p- 3) Erickson, et-al. found less flex1b111ty in

“schools led by mdre hléhik trainéd prmc;pals (Brldg&s and Baehr, p 4) -
1tmaybetnnetoheedthosewhoadvocate -

»

"a general downgra.dmg of the mporta.noe of educatlcn as the ma,]or cre-

With,this kind of ev1dence

dential ekperlence a.nd perfonnance should gak: greater mmrta.noe

1nd1v1duals should be Judged an what mey can do rather than where

and how long they have been in school.“ (Mlller p 73)“ k e E

-~

_'s- -

(11) Analys:.s of the fil&—-The malbers of\t\screem:ng , .

8 : - e

>
v

e '\,‘
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qulttee next slfted tm'ough the fﬂ/\).nd.lndnally recording oa:ments
.on a sheet of. qu&stlons based dlrectly on thé JOb description, The com-

mtteethenmetasagroup a.ndbyaprooasandoonsenms narrowed

’

down the - ;1e1d to six prospeetlve finalists.

.

'I‘o this stage the e11m1nat10n process was based entlrely upon

»

. & .

the written file records. Ea.ch file wntains an outline of university
‘ ‘ - '

v .qualifications and experience together with letters of recammendation,

.

"u'sua;lly fram the candidate's irrmediaée supervisors in previous school ’

distrlcts and Fran un1ver51ty professors W1th whom they have been asso-

c1ated It is generally oonsmered "that written credentials or 1étters

/
of reoaunendation have same. value in 1de,nt1fy1ng the least likely can-

e

didates but do 11tt1e to a1d d1scr1mmat10n apong the good better and

best (AASA,p '*6) Itwasfortheformerpu‘posethattheywere

.
- e o | )

j.n1t1ally arployed by,.tkus screening oournlt“tee . ' j—"
, % :
Greatest welght is given to reoaunendatlons fran recent school
district superv1sors This raises two' questions "How mfonned is the

Judgnent of such referegces? mm cab‘letely frank a.nd honest are

b ¥ -

» ~ their wrltten statements?. ) g ", CL e,

1

. -

-

S &

In very £ew U. S. school d.lStI‘lCtS is there a regulanz.ed
proceSs of adrumstratlve evaluatron based on direct mbschool observa-

tlon by tramed evaluators In the absence""f“wch process&e recam-
- . v 3
mendatlons may be based at—weﬁ—en the. number of oaxplamtsca.bout the

¢ =

’ pr1n01pa1 recelved by the superiﬁtendent from the oamnnlty, teachers

and the boa.rd, on his-pramptness or tardlness m campleting reports or

t' ,or not. Kt best it is .h.kely to be

Py

.
L




observations of his work in dJSt“‘iCI ommttees, ote.” In these condi-

®ons reputatlon (;dn often be- oonlused with reality.- 'I'he A A.S. A
'booklet puts l.I thls way——"The latest horosoope for the candldate mlght '
be as valid a;nd as reliable as letters of reoaﬂnendatlen or credentials."”
(A.A.S.A., p. 37) All participants‘in this study agreed that recent
'open file legislation” has-had a s.igmficaﬁt‘ impact on the value that

can be placed upon the recammendations conta'ined in ca'.i}didat%' files. .

In an open file, references would appea:r,to pitch their caments at a

more general level and avoid all negative or’ noncammital references.
.As a result, many selection comittees are turning to perééna.l contact

- ) with references to obta.m‘:the ""complete z;ncl honest information" they’

) require. }_ ) . .
e ] a&*(lu)_ Personal contacts mth ences——When, the fielclf“héd

been na.rrowed to’ about six nam&e each manber of the screenmg ocmnlttee
was cqnnlssmned to mke "persona.l contact"” w1th .the "major references"
P of each of the finalists. ’I‘he purpose was to "verlfy and clarify"
T statements in the file and to seek "sibjective feelings, doubts, etc." T
which may be rrlere‘ésily expressed orally then in a ivritten open file
system This was. regarded as /'the most important step - 1n the whole T

pl"::ESS I ° ) . ' ‘., ¢ . ’ v ’

- \ . . ' ’

N . One wonders what the impact of the emerging system will be.
. As,with many refonns‘mandated With excellent mtentlons "fram above' it
is not mconcelvable that the results w111 be the exact reverse, of the.
L *‘open pm bemg- strlved for. As the written docunentatlon becames .
suspect, so a rehance my be placed on oral opmlon feelmgs B
‘ - g , and perha.ps even gassm, hearsay and talertellhg, a.ll

‘_ ‘ L‘ ‘ - i . k 10 - il * a




""" vided-by the same people acting in cammitteé. The suoce_ssful candidate

‘o -
) / R .
campletely out of r?h ol the cand/{dulo concerned. Wﬂh certain indi-

./ .
viduals sitling in pomtwn.s of gz‘eat ;v\:er in this regard the tempta— c
tion to act ,as "kmgmaker" or to’/"play Cod" may not always be easy to |
res;st 'I'hus the systam can .be mcreasmgly subject to "political”

pressures and the dubious- .a.dv#.ntages of personal sponsorship. One WORe———%g
ders also whether candldates,/can ever 11ve down even one smgle past

error (actual or presuned) #’h.lcb may be raised as a doubt dunng these

personal contacts now SO )/1ta1 to the selection process.

(iv) Interviews—Five candidates were finally selected for
interview Each finalist was '1nterviewéd. separately by each member of :

the screening commit {‘nterv1ews were mformalg ‘extended for about

one hour, and took place in various locatmns‘ Each mterviemr was
' seekmg to the candidate "as a whole person “in relation to the
school situation and job description." The candldates were ranked by
. each 1nterv1ewer separatelz< before the. group came together again.
In this way the pe/rsonnel staff feel that they obtain & many- ] ‘
faceted view of eax;)r@d{date wtuch may be more accurate than that pro-
, v .
concurred, stating y‘r{at at the end of the process "they had enough’in-
formation to make a true assessment of me.as a/,/ candidate." |
b Mayfield's review of the literaturg on personnel mtervwws
suggests that this approaeh is a relatively sound one. Mayfield notes
that there is "a general lack of- evidence ooncerm,ng the mterv1ews
neliabillty and valldlty," that ''the 9,tt1tudes of mterv1ewers do im- )

pinge upon their interpretation of what the mterv1ewer says,' that .

"interviewers tend to make their debisions early in the interview—and

. s - .
. - L 4 ‘ - b
.

11 \ T
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C/Ession, and personal zippéa.rance than on information obtained during -

'
LI

‘that their-decisions are nore likely to be based on munner, facial ex-

the interview,"” ‘but that "when positive results are 'found for inter-

4

views—-it turns out that ‘a team approach has been used—interviewing \‘

and rating separately . . . and then reachmg a final group decnsmh,"/

" This, he writes, is "a more promising interview methqd " (Mayfleld '

- 1

pp. 85-94)

(v) Fmal screennjg process—Following individual mteruewq

and rankmgs the screenmg camittee met, and by oonsensus narrowed

thg field down to only one ca.ndldate, who was reccmnended to the super—
intendent. As this recommendation was ultimately accepted by the super-
intendent and the board without dissent, it appears that in thié case

at least, the effective power of deplsmn-mkmg dig reside in the

-
~|

screening comittee.

Y
Al

-

F‘ran our knowledge of authority and 1ts relationship to orga.nl-'
zatlonal hierarchy (Blau and Scott, p. 139&)}15 reasonable to suppose
that the assmtant-supermtendent of personnel played a very powerful
role din contrast to.that of say tbe teacher ""representative” who, in
addition to bemg a subordinate with only two years profassmhalexperi—
ence, v.;as participating in hisq-firsf screening ‘committee and had been
dependent upon the other committee membefs for, his appointment to the
commi tfee. Besides this, all of the other committec members oved their’

present pos1t10ns in the Systen at least in part, to the a5515tant-

: supermtendent for personnel. What their individual strengths were’ in

the infoma]a power s’fﬁkture of the camittee, it was impossible to°
- ‘ ) . ‘\; i 4
g3 ‘ver for the purposes of this study. It would appear, however,



<
—

~

that to all intents and purposes, the.decision was taken without any .
\
-real .effective input fram the cammnity, the teachers or the students,
y four out of the five remaming cammittee. members being district admin- .-

,istrators suﬁerordmate to the newly selected principal. Peer input

was limited to the one high school princ1pa1 on the coommittee. ) A <
5. The Su_permte(de}t 's Role. As indicated; the supermtendent _ Ta

accepted the single [eccxmxendatlon presented to him fram the oamuttee ; Lo
hy the assistant-superintendent for personnel. ’I‘hls acceptgnce followed '
‘ his perusal of a resume on the candidate prepa.red by.the personnel of-
fice, and discussion, w1th the qssmtant supermtendent
By contrast, under the system now operatmg, three names wou]d
' .,0*’ - be carried (with resumes) to the superiitendent. He would then consult
w1th his .senior personnel officer anda%he director of seconda.ty educa- o

- tion, and together they would screen out two candldat% and send one, on

»
to the board. This proceﬁs is thought to "give the sxperintendent more e

o

flexibility," allowing him ''to take political considerations jnto ‘ac- ]

court," #nd in particular it enables "affirmative a.ction to flow into *

the proc&és " Thus, what seemed to be a studied effort to depollticwe c e
the system, and to delegate the authorlty for making nnportant personnel

decisions to subordmates seems 'to have been thwarted by the mtrusion

¢ -

of Iegal requlrements relatmg to affirmative action.

. : -
~ This dlstrlct has taken affirmative action seriously indeed.

A director bas been appoipted primarily to oversee affirmative act,ior}:

The board has adopted policié which include the settihg of specific  +

enployment goals to overcome present perceived mequities within five

.years Tbese policies set. out spe01f1c peroentage goals f&*minontms

‘ . . . c13 : oo
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women, and men in every district ‘unit and level of operation, and states

A Y L .
that recruitment will be carried out on the basis of minimm qualifica-
tions for the specific job in question without regard to age; national .
origin, race, color, religion, sex, or the plesence of any sensory,

» - =

o " mental or physical handicap.

The influence of the policy 1m[;i at two main points in the .

.selection process. Al the screening committee stage an attempt is-made

s

L 4
to review the papers in a general atmosphere implicitly in keeping with
the policy. At the T&tgr stage, when the superintendent and his two

»

senior officers make a final choice of one candidate from three, the u
) /

infljuence is an explicit and decisive one. It is eft that the final |

. _ decision is now hot always for the best qualified persor but for same— ,"_ ;

" one who is at leasi minim?aliy qualtifie%;ﬂd who contributes to the » g‘

~_.. . achivement of the district's aLi'imati‘i&i %cgion goals. - i*@; '\'ﬁ ’
. Thus, it appears t‘hat: in the t\mhlrs’jor area:s ivhe:ro *egis,la‘ti&n T |

T S S

.
[N
&

fmp : e on the pr(x:c»;s:';‘ (opens file.s“and\.affimhtivé action)‘;thé fi.nflu-j; ‘
ence has’ potentlally\been tward;, a more. "pOllthdl" systan
: , 6. The Role of the School ,kaoa.rd Only ‘the board has the legal /
. authority to h1re a school prlnclpa.l In this djstrict, the boa.rd has .

+ invariably,accepted the recamendatlon of the supermtendent in agl in-

' . " stances relating to the appointment of new per‘sonnel.

.

. In this particular the superintendent carried the single_.

. recamendation with resume to the board in closed executive %ession.
~ ! . - ) N .

) *  Explanations were given 'and questions dnswered (about this. candidate or
s ; L - ., \ ...

,Other unsuccessful ones). A unanigous vote of acceptance followed and e

- . N ' -

| the appointment was formalized dn the subséquent open board meesmg

14
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At no stage were a.dy board members actively involved in-thRe selection

. process, nor did any of them meet the-p,rincipal yntil some considerable

time after his appointment,. T g . - .

o

7. Informing the Candidates., The successful candidate was so in- .

formed by telephone immediately é.fter the board imeeting,: the unsuccess-
ful finalists in writing the foilwing day. No reasons -were offered to

any of the-candidates for their success or fai e. _Noté that, presum-

position is offered. It is _mOt mandatory, however, that these reasons

be disclosed to the idate himSelf .

¢

of personal strength. One can imagine the frustration associated with

repeated failure to obtain positions for which one felt qua!lified. L

- P
N s
4 . .

E.- SELECTING A HIGH SCHOOL PRINCIPAL IN NEW SOUTH WALES, AMIA

In’1854 a commission was established to investigate and report on
condltlons in schools throughout N. S. W.” The report was highly criti-
\ca.l Teachers were reported as being "poverty—strlcken" and as having
beoane members of a "desplsed profession." (Barcan p. M) Out of this
‘report emerged the Inspectlon Systen whose task was to provide a cen-
tralized control over teaching methods, and to provide the tesis for |

equa.llty of educational prov:.smns ,&y reportmg regularly on school . . T

|




PR

)sites; -mild'ings, equ;pr:ent, pupil discipline; scﬁool tone, teaching
m'ethoés and-pupil standards. There can be no question whatever that the
inspection system succeeded in many of its basic aims—to provide sub-
stantial equality in education for all elementary school pupils, to
\ create efficiency in'a system which cover%,a\a’ vas? geographical area
and to improve general stagdards of teaching and pupil achievement in \
- _basic areas of knowledge.
. More than a century has passed since the establishment of the in- /
torate, and vast changes have occurred in the social structure of
the State and. in its educatmnal systen
Yet it has been the observatloxi of many crltlcal observers of the -
- ., N. S."W. Inspection Systen that it has failed to keep pace with the
. ;;r%sure for change. -Educational observers from other countries have .
sontributed significantly to the general climate of criticism. Butts,
A "ip 1961, wrote that thé inspdetiod system was preoccupied with "main- -
‘ , d taining a smoothly running craft on an even keel" (Butts, p. 64) and |
TN Kandel perceived that promotion depénded 'on the faithful pergormance'
of \rou‘tine duties in a service which ﬁoes not place a preniun on ini-

v

R ‘ ' '
. tiative.” (Kandel, p. 59)) Lo \

v 3

Nor has there been any dearth of . criticisn among educationists
“within Australia G. R. declared in 1964 that the inspection

system was bésed on "rlgid prind::,ples of oonfomuty, ! he prevalence of
which cannot be justified in a ,dégocranc state' and that it "precludes
©  the growth of truly pm}&esioml teacﬁers (Eastwood, pp. 71-78) Many,
like A. G. Maclaine, have pointed to the tendency for the system to
teampt "teachers to wmdow-dress ir work, pander to the fads the
gjs ' s '

:;'\ . : -




i

j inspecthr was euppo to havg , and to covexr up' their wcaknesses."
: : \
(Maclaine p. 23) ; N =

' -

Despite all of these criltfeis;mls and despite the veritable revolu- ’
tion in our social and edugational structures since 1854, "it is but
very *recentl& that the 'ingpectionl‘of teachers, as it has developed from
the days of Wi%n Wilkins has been brought under close scrutiny.'
(Buggie, p. 6) + ‘

- 44

» - /
This "'scrutiny" oonsisted of an examination of the system by a

—
e
T camittee, appointed by the director-general m 1970 which invited 1n-

€3

put fram various interested bodies. R
\"

The repo;'t as finally adopted, was based on suhnlbsions fram in-

- terested par'%les and there was no enplrlcal resea.rch to collect "hard
data" on the effects of the system In fac* a,fter more than 100 years
of Jl.ts operatlon no attenpt has made to evaluate the inspection
system in any more than an anecdota.l hanner Perhaps as g result, no
substantial cha.n’éeﬁ were made in .the processes by mwhich a teacher pro-
gresses through the ranks to the! pos:.tlon of school prmcipal—-the fma.i
stages of wh.\dl process are set out below.. o

. : F - 1. Ellg‘ 1b1'11tx. - Eligibility for the position* ef high;schqgl prin-

cipal is based on certainminimum qualifications: '
a. A bachelor's dég'ree or its equivalent
“b. A teacher's certigicate (awarded normally after four years

‘ ' | ‘ . K 2~ . “,
: T - of training and one successful year of te&thing)

" There are no requlrements relating to graduate study nor to . .

any conpulsory hours ‘in educatlonwmistmtlon In fact, a large ,
majority of high school’ principals in the state have no university

17
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. ’ qualiflcatlons beyond the bachelor's deg'ree and have had no exposmre to

the theory of admlnlstratlon. Impllc1t to the /systan 1s a skeptzi.c1sn

. about’ the pra.ctical .value of unﬁrersn;y training in adnimstrat’:.qn and

- . . |
;" an immense trust in on-the-job rience and in-service training to’
,/ ' ° ' /1 . A *

develop istrative skills.

With these basic qualifications, a high school teacher can move

~

‘upwards through the system by negotiating the following prescribed steps:

<

a. Completion of at least five years of’ teaching;
b.

ccessful inspection for placenent on Pranou:io ist II;
‘ Appomﬁ'nent by seniority on the list to the position of
department heaq; ‘ ) '
d. Completion-of at least four years in that position"

’

e. Successful 1nspect10n for placenent on._ Pranotlons LlSt I1I;
f. Appomtment by seniority on the list to the position of

deputy-prmc1pa1 : “

-

. g Canpletion of more than one full yea.r 1n that position

In his second yéar in the‘posztion the deputy-prmci may

‘ apply for an mspection with a view to .placement on Promoti S List IV ,

from which all principals’ appointments are made.

ThlS progressmn with its emphasis on regulations, basxc mini-

L

\ mam quahflcations time spent'in various pos1t10ns merit and senior—
ity, dlsplays many of the hallmarks‘cmmnly associated with succession
in a bureaucracy Weber s sanmal statenent ‘on bureaucracy énphasized
”continuous organization of off icial functlons bound by rules . . the

prinmple of hierarchy . . . selection on technical qua.lifications C ..

scipline and control." He stated further that being a bureaucratic
. " :

™
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official "constitutes a career . . . there is a systen of pramotions
) acoordlng to seniority or to achlevenent or both." (Weber Pp. 330—334)’ (\
¢ An important and wholly untested assumpt' the system is
'thnt success as a principal depends on having sh canpetency at each
'level in the systen An mcompetent or medlocre ea.cher cﬁx never ob-
tain List II, no matter how‘ excellent.ln matters cf adnlnistratlon Nor
‘can a deputy principal who is not at home with certain sglements of

school orgmization hope to attain the 'principal'st,iﬁ even though those

specific skills may not be -vital to that new role Thus each step is .

thought to offer mdlspensable experience foa‘ the ext and no provismn

is made for by-passmg any run on the la?éer. S

2. Persgnnel of List Inspection Team 'I‘h List IV mspection

. panel con81sts>iour ulé;'ctors includmg the 1 1 ct 1nspec¢- .

tor (whose main respon81b.111ty 1s 1n elanenta.ry schools, but who also

| ‘serves as a contlnuing‘ admmlstratlve 11nk between the depa.rtment o/
the seoonda.ry schools in his distrlct) «the (’supervismg secondary in-
spector (responsible for general over81g'ht of that sclfool a.nd several’
others), and two other secondary inspectors one of whom serves as panel ,
chairman Each of the inspectors has, been appomted by. the director-
general fram the ranks of S\m,]ect-masters/mstresses, deputx—pfincipals , .
and principals because of "his supta:rior sk.ills"’ in teaching and admin- .
istration and because of his."judgment, his human qualities, his objec-
“tivity." (Jon% p\ 36) In other words they have been judged to be .
highly successful ‘within the systen by others who were thaxselves pre-
v1ously so Judged o

Note that there is absolutely no input from the oamlunlty, the
' 19 AN i *\
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-umversna@ @y of the deputy-prmmpals ‘peers or dinates,  or

. - the students into-the mspe¢t10n process / The principdl of the school Tl

plays a vita.l advisory role but 1s in no sense legally respon51b1e for

vt
iV v

the dec1$10n made . vt ~

N - . 3

) So the prcmotlon of teachers lies totally in the hands of
senlor professmnal ofﬁcers within the system thanselveﬁ appointed by
other more senior officers withJ.n the same systen No outs1ders nonml-
1y enter the system a.t any level in the h1era.rchy other than that of |
teacher. N - ‘ ‘e K "\ o
se / Desplte 1ts large size and oanplexrty, it 1s essentla.lly a '
/ c1 systan If is doubtful 1f such an organlzatlon .«can escape that r

L3

- / chronio s’mkneé;s descrlbed by S0 many sens:,tlve observ;rs of la.rge 4
’ / /b\u'/ craclinamely the perpetuatlon and promotlenr of the "organiza-— T A

/ . /tion man''--
S

1
le who have been "unfitted by being/fit in an unfit ﬁ,t- o
ness." (Merton p. 1969 Merton descrlbes the Synm in the following

o A a
°',/ ma,nner ’ "Adherence to the rules orlgmally eived as a means; be-— ot
camnes transformed into an end-m-ltself there occurs the familla{ prc)c.- .

ess of displacement of goals whereby an mstrwnental vaIue beccmes a

readily, Ff nnallsn, and ritualism, "stereotyped ‘behavior, not adapted. <L

PR

|
T RS termmal va;lue " 'I‘his can’ lead to r1g1d1ties a.nd an inab111ty to adjust - 1

to the-exigencies' of ind1v17.\ai problems," (Mérton, pp. 200-206) .It is ’
; d;stihctly possible (thougt not intended) t:Zén man,bers of the inspec-

‘ torate. have been. ,selected because of the1r devotlon to orga.nizatlonal
' / » v ‘means rather than ends and thp.t through the systen of pramtion by in-

SpeCtlo’n’ they are perpetuatmg their own imge throughout) the va.rious

L. T Ievels ‘of the orgamization. =~  ~ -




. "I‘he’ insights of Presthus on this phencmenon. are ~intex“esting/ ?{
’ Because bureaucracxes are h1gh1y stnuctured *sogial fjelds with "stimuli ‘
that a.re patént, stable and oon;pellmg " they provide cues to behavior

; that have potent affects 1n moldmg personality types. Those who react

-
'
s/

“;' 'pos'itively to bureaucratic structure and succeed in it, he terms upward

' mobiles. 'I‘hey have high job satisfaction, close identificatfon with the 5
ideais of the'organizatiOn 'accepting its legitima.cy, rationality a.nd

values and accmrmdating byﬂanphasis an efficiency, .,elf-control‘ and J

domina.nce{ They ov’er—simply a.nd ideallze, and therefore a.ct with little al

fﬂhﬂlct / They show deference for those above them merarchlcally and |
expect deferehce frcm those beiow. They feel at hdne using hiera.r::hhlal—

ly, patterned cmrmuucatlon précesses and show a.nj intense’ mterest in ‘

N

the procedural aspects of or}/aﬁnlzatmnal life, (PJ:esthus pp 1/35-203) -

“*Is this the kind of person who becames an inspector? If SO, L
, ” . X

s this t,he 1mage of the,ma.n or 'woman he prmntes to the principal s

{ “ ~ ~ : . ? ) N Lo
i .

PoA Chair?' '~ ' ' \ : ‘,/ ' \ v :' ‘ F‘
. . A rnore typical cr'itfcism from teachers within"' the system is -
that _promotion: goe's to the "w1 OWﬂ—dressers" whose é@racterlstics . -

%

* meiteti fhose of Marv1ck s ”Hybrl " They are "polrtlclzed" individuals

|

|

|

1

i
concerned with "mfluence, a.dvancenent and salary-—-fair weather friends-+~ T 1
superf1c1a1 ﬁnd showy performers--—no exactmg concern w1th performanoe ) ‘ }
|

|

standards--—t 2’4 1n1t1ate ‘change to better tharselves personally-—they

are operators who treat most -job conditions egotistically, d:l.spassionate— ;
' |
ly assessmg hem as a means of furtherlng ‘Carcem amly,tlons ia. caleula- 3

ble ways " (Marvick, pp, 144-147) T et T j " \

Lo As an ’ms1der, the writer does not feel Justifled 1n rmking ) : |
/ | a1

- . . . .
R R .
. ' e A ' \
26 ' ’
. ) ’
”, N .
. '» . P
. . .
- . ¥ ‘




- Judg'ts as “to the success or falm‘f the or:ggalzatlbn in avozdmg e

W these éxcesses ana’ dysIu:}ctlons He is, however oonsc:,ous of the .

. great Value that oould be obtamed 1£ the systen were opened more fully

r‘ s

N to mfluences from outside ] a o -
' : k i

3. Criteria. The only explicit clue, available to teachers op in- . .

spection criteria is contained ,in the dfficial Manual of Advice on In-

- ’ % "Where a teacner in a pramotion position is bemg asse&ed
N . .
. the panel wi.ll form a ,)udgnent concernmg his/her professmnal sk111

- a managerlal a.b111ty, “the effectlveness of, hls/her superviswn and leader- o ¢

. ,sblp, and the utlllzatlon of physical and human resources w1th1n his/her .
. 'Qrea of r%pOIlSJ.blllty " (Depax;tment of{mjcatlon N..S. W, p. 15}

The mSpecto themselv&e however work fran@ much more de- 4

talled and éonfldentlal llst of suggested criteria‘developed by a com- P

: s

. mlttee of mspectors These 1nclude general organization (tmetable,

»

curriculum, routines, _gtc) school management (pupils, staff, premises,

€etc.), camunity relatlonsm.ps service bac@*ound pmfmlpnai quali- i
\
\Sles (philosophy, reading, knowledge of educational trends attitudes .

. to e, etc,), and persona.l qualltleﬁ (leadershlp, hmanity, pub11c :

_image, mitiatlve, ete. )., ‘ g - e .

' Bedauseof‘thenatureofthesysten theenpbas:.sz.songeneral ‘
characterlstics ass0013ted with hkbly success as a princ1pal fIt };‘ i
ly impossible to match: the qualities of a particilar person to fhe

needs of a particular school 51tuat10n ' -
te - is the crltena t kept oonfidentlal to the. 1nspec;— *
. torate" Is there a fear, of ‘mndow—dre&smg" to satlsfy tbe crlterla
rather tha.n a/genume effort to do a conséientious job? Does 1t\

. , Ll 22 .
, ,
.
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' A B e C
- P \ - . - .
represent an a.ttenpt by tne linsrkctorate to maintain power over the
teachers by _being able to pull a "surprlse card from the tieck"? Is

there a concern that a "cheqk—hst" approach wﬁll lead to legalisn a.nd

leave less roan for informed. and honest profe&mnal Judgnent? What- -
eved the answers to these qugstlons ‘there can be no doubt that the . / .
systen.as a whole yould benefit from an open discussion of, iqspectlon\ ! - '

criteria, ingcludimg all interested parties, in partjcular the teachers .

themselves. In this way, goa_ls might be matually ag:reed upon, and the

~

.

positive mfluences of self-evaluatlon fed mto the mspection process. - .

. 4. Inspection Procedurq_ ‘ N

* a. Prepatation—When a panel is appointed for:a pa.rti'cular

inspection, the-chaiman visits the school to acquaint the deputy- -

3

prihcipal with procedures. There is normally no discussion about cri-

teria. o - ' .

b. The Inspection Itself—-Thé inspection is éarrieci out over

o?

a fou.r—day period. The panel first agrees to a dlfferentlatlon of du-

3

ties’ (€.g., one inspector may oqncentrate on the deputy's role msgen-
era.l sc.hool organization, another his phllosophy and personal qua.hties, ¢
etc.). Infomntlon is gathered by direct observatlon of the deputy in

his va.rious roles (e g., leadifig a school .assembly, oonducting a sta.ff
meeting, mteractmg with mdindual staff mmbers a.nd pupils in a f& :
'camunlty meetmg, etc ), by exaxnination of written reoords & discus—f'-

\ sion ‘w1th‘the pnne;pal, and by the interview process. - It is ‘not cori-,
 sidered ethical to seek the views of subordinates, 'students ‘or members

of the commmity. The panel does not come armed with infarmation'on = - -

' the'-candidate'é. service in other schools. .Every possible attexpt 1s ) "

“ . ‘28 < . - . _. ,
- . ' s L &




. . .
[ ¢

e
mde to Ignore the past and asseg/ the work of the candidate in this

vy

school over ‘bhlS parﬁlcular perlod of tlme \

'I‘he prmc-lpai .my elect to provide the panel with a written

+-~ . report on the candidate (a copy of which must also be supplied to the

" deputy).. In any case there is mvarlé,bly a lengthy interview with the 1
|
principal m which he is ‘given the opportumty to discuss the merlts <. ‘1

and possible wea.knesses 0f~hlS deputy in a detailed manner and to make

a recam)endat/ion The prmcmal S opinion is never treated llf,.,htl) md L

1t is a relauvoly\rare occurrence for the panel and the principal. to

rﬁdlcally dlffer. 1n/'t.heir‘ assessments. In such a case the inspectors "

. E . would feel obllged to spend a great deal of time w1th the principal in’

an at/expt to ga.ln oonsensus w1th\kum » . ‘ - |
The. deputy undergoes a separate interview with each of the

panel a.ns;;ectorsé turn. In these interviews they explore all of the

A issues im the crlterla docunent already mentloned

-

T}mm*;,hout the mspectlon week, the panel members meet regular—

X N '. < f ly for a discussion of their observations and a resulta.nt re-ordering L '
’ 7 - ‘ v * ’ . ' / ' ' ' «
T of their prierities. . . . g .
T — At the ‘end of the fourth day the panel meets to reach g deci- ‘. . -

*
v - ~ -

. sion: ] Each m?ectbr first. reports on his area of respon51b111ty and .

-

gives a geqeral assessment as 1o ‘the readme& of'ﬁ:e candldate for

5 VRS
g . L grincz.pé.l’ﬂxip. After general dJ,scussibn a ra.tmg on'a scalg of A—E is .
) . ma.de prlvately by each inspector based on.all of the mﬁnmtlon they o
S now have. Candldat% WJ.th three C' 's and one D-or better have négotlated :’
the mspectlon sqcmfully ' ': ' v - " o
s PR .

T e, e - e -

. ‘ Tbeinspectlonorgamzernow ] !
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(1) Informs the area director of the decision;

(2) Informs the principal and offers reasons for the panel's

. ) N

decision; s ‘ ‘ . <

, (3) Informs the candidate himself, discussing in detail his -
- strengths and weaknm as percelved by the panel and g1v1ng exphc1t ~

reasons for any, negatlve decision. The candidate is fre/e/to ask any .
questions and to discuss any issues raised. Wsscmetim&e a nnst . ‘

traumatic experience and is resented by/sa{ candidates. Others regurd

) . it as a, valuable learning expe /xéce and seem to grow b&se of it.). -8

) . (4) ‘Writes a brief report on the candidate, reoamendmg hlm

(or not) "for firther consideration.” Thls report is signed by the
* inspectars and forwarded to the candldate with copiés bemg retamed by

the adnuustrat 1dn . -

-

i'e
P —

I /\\ A whole tMse could be wntten around the procedure. de-
- T \
scribed itbve, Sane have crﬁicized the artificiality of a situatfon o
\

in whizh outside observem "11ve in'™~ the scm\ior such a perlod
o ' Some are unhappy with the relative unimportaence of the principa.l s role,‘
- others ooncerned\about tbe~strength of his )pseiﬁe influenoe. Sane ) .
feel that the deputy 'sfuture is too ﬁuch depe:ﬁalt on the cu‘cmstancos
" _°_peculiar to a specific pomt in tlme as opposed to the long—‘term
of his work. . Some oonsuier that too. rmch exphams is plaoed on his
i - pment role and* 1nsuff1c1ent on an asi;mmt of his potentia.l in a
B new and du'ferent role. No one questionms the ngor of the evaluation : ﬂ
" experiencé, however, thére TiFely being any doubt that the decision is .
based on close, deta.i“led knowledg'e of the candidate 8 work in his pres— -

*
- . - ——

+ .+ ent positlon. . ., . P . - . —]
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A 6. Interview at Area level. All candidates within an area who

are successiul at lns';xx'tiun/hre intef'viewed by a pancl consistim .ot

the. local area dlrect(m and a dlrector from another area. The|final
l, Ve

¢ detemmatlon regarding prcmot;on is made by the local area director.

——
= ———

: ) Only two documents are held by tlFA.ntewlewers prior|to~and .

AN
N

( during the mtervww——é ba.re statanent of\the ca.ndldate s servi ée rec—

N

’

< "ord and his recent 1nspect10n report. ‘ | . . .

The interview 1s mot highly structured,- the object'.ive being to

. establish, a situation in which the candidate-is given"‘axrple ohportunity

iy .. MO which -he’ agpires. It is considered unnecessary to i‘etrape tters
' /already assessed. by the'panelgof inspectors.’’
. - . /S

. to reveal his pqtential asﬁa.n"educatiena.l leader in the higher ition ' {
* . |
1

. |
. Since the interview system was established, 35% of all candi- |

o

- dates have-heen scree'he‘d out during inspection and 5% more durmg in- -~
| N
AT . terv1ew leaving a total success rate of 60%. |

.- ) ) " It seems clear that the demslon-qumg er futu.nJ pr1n01pals

; b
remining in the hands of the area director. . }

- .

6. Reportmg Follow:Lng Intervz.ew Candldat&s dre m&onned in e

|

4

s fairly firmly in the hands of the inspectorate, with the final “power *
< . ) ! . 1\

|

o writing almost mmediatt-}ly of the:{ success or failure and the area di-
/
rector balls at th‘ school of the uﬁsucc%sful candidate’ io expla.m to

him personally the reasons for his fal’.‘nire -A written réport is sub- °

) mitted go the director of secondary educatlon on all u.nshcowsful can/— 7

* & 3 *

. - dldatesmcase a’ppeal : g ( -

-
e

7\ M Let: us_assume that a hypothetlcal d7puty—pr1n01pa1 < e
‘ b

- 1

e has been unsuooessful at the mspectlon stage He has/ the following

[N ’ . f.\ %vm%o“f Wl_: < ._ - ;.: 31’ - \"'
L s ;,'\

M
; 1 Y . . . -
- . . < - k. D
] : C 26 N




, 2. Request to the area director for a review of the proposed
A . . . » . .
determination. The area director may, on evidence présented, alter the

inspectors'. recommendation .s.nd grant an interview, call for a re-* .
inspection, or feject the abpeal The request is n'ost oannonly rejected
but occasionally a re—mspectlon is ordered.

b. Assuming the candidate's requésh to the area director is
I"ejectsd, he may now appeal to the director-general: The appeal must"*" .-
be made on the substance,of the inspectors’ written' repeit. )

Tois appeal is heard by a promotions 1ists comuittee copsist-

. ‘ ihg of a nominee of the dlrector-general (clmnmn) a naninee of the
1

N. S. W. teachers' federatlon and a third manber appointed by the -

other two--~usually a principal of a teachers oollege. Camittee deci-

sions are taken by simple majority vote.. Its recommendations are for-

warded to the d1rector-general for h1s fma:l detennmatlon Custcm is

°

that he always abldos by tbe committee's recammendations.

* This cmmittee mey also exercise_ the three alternatives de-

scrlbed earlier. :
a Letusmrtherassmthatodrcandldatesappealhas,beep?r
. - uphela%e promotlons ccmm.ttee and that at the mterv:.ew he :fs once
+ again mmcce$fu. He may. now appea.l once aga;ln to the director-genera.l
andhiscasebeheéﬁbythe‘swneoamittee. This appeal might be up-
held, anbther interview called for, or r;ajecteq. _If be is'again m- ., &

successful at a second interview he has no further right of appeal..
. , s - R
- : . No figures are available on the total success rate for appeals.

T, A T

The writer's guess is that about one in three appeals is upheld bay the

promotions committee, ‘At least to the extent of re-ordering a second
K . . . e N K & ‘
- s 2? ' . R 'ﬁ . ]:




' ihspection. Tg this qi.te there haye been no sxmessful appeals' against
. det:isions taken at'thé intervigh stage. The power held by the tea,chers
«® college principal ory the pramotions carm1ttee is con51derab1e as the
. representatives of the depa.rtment and the teachers' federation almost ,
. always negate euch other's votes.

- . - 14

v The tremendous protection given to the teacher in the system

*should by now be obvious. The following are some examples:
‘ (1) ‘The candidate must personally rgceive' all written reports
R - relating to his record._ (Oben reporting is axiomatic to the system as
- a whole—-it is regarded highly hy the inspectorat@s a major ethical

. principle.) - ‘

*

" (2) At each new mspectlon the candldate starts "w1th a clean
sheet" as far as this is possible. Many present prlxcmals have lived

down earliqr major problems because of the deliberate y-‘'short memory"

of the inspectorate. ]

{3) The reasons for all d;ecisions are mandatorily éonveyed to
the candidate both orally and in writing. /
) (4) There is a multi-level appeal s;}sten which has tended in -
recent years to rule_incmagﬁggly in the teacher's favor.

N

8. Pratntion to a P.rj:ncipaIship If successful at interview, the

) 1 ca.ndldate s fname is placed on the Fourth Prcmotlons List as fram the //L
. a .
first day of .the next biennium according to strict niles of senlont-y

2]
>

oS
p;

-
\

In mid-year a list of all prmc1pa.lsh1ps falling vacant in the

commg year is dlstrlbuted te all persons on the Fourth List. They

w

| .
‘ apply in priority order for all acoeptable schools. Apphcant%
‘ rmtched to positions by seniority, w1th transferrlng pl}nmp&h} aiways .
P :
‘ ) , 2!3,:."*& 3
/\.» St }‘r“ = . B
ot A-‘-»"”‘ e
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holding seniority over those seeking their firs appomtment THese

allocations are subject to appeal, but only on ground that princi-

ples of seniority have not been uphe }/

& Thus, no attempt is ; made t6 match "'the i?lght principal to the;
rlght school."

It is interesting. that in a pramotion system SO clea.rly based
on the identification‘of merit, the final reﬁort is to the age-old
bureaucratic proce'ss,of. seniority. (Crozier, pp. 70-72) The rea;'son is

1y to be fourlxd in the essentially’ centralized nature of the sys-

If principals were to be matched to particuiar schools, tﬁe deci-~
sion would almost inevitably require the establishment of local school
or district selection committees with _considerable powers. Wken such a
prbposition was hinted at in a white pa\;er from the director-general's
office recently, the opposition, especmlly from the’ teachers' fede}‘a—
tion, was so strong that the proposal has been shelved at least for

the time being. e . ' - .

F. DI‘SCUSSIG‘I : ‘ -’

. .
We have- just ‘described the progesses by which, in two westem,\
* English-speaking, democrqtm soc1et1% two systams with essentially

smllar purposes and smlla.r clientele set Gut to achieve exac};y,.m" -

-t

[ 2 e
end—-the selectlon of a tngh schoo.bsprmc:Lpal : LT
\J*:’.’. "

g An demaehﬁihg mxpre&ion remuns o'g'reet differences and only
minor smilarltles between the pmcesses so described.

Scm_e observed similarities are a‘s follows:
3 . \




Nelther system hasr

Co

“3

N e ———

1. Both systems rely on i&&ny traditional- selectlon processes.-

ted rigorous res%!‘ch into the valld—

ity of its !partlculax‘ w:hnlque The Tesult is that minor

cha.nges only have bedaffected in the processes ov%

2145
_‘."

perlod of time.

have they oonsmered gat’musly the "special assessneht

approach as used mtﬁgreat success ‘by some ‘large-¢erperations. —

(Wikstrom; pp. 110-f17¥.

a ’iong

- Reliahee _continues tobe placed in both systems upon the sclec-

tion interview as a final screening devieewgdespite serious

questlons as to its validity).

Demsmn—ﬂakmg at tf'r‘1§ Heovel remins in both systa!s ‘rather

flrml& in the hands of professmnals.

0

ta

In both systems the dec:Lsron 1.s made essentlally by officers

parallel to or. abové% the prmcmal in the organizatlonal h1er—

archy.

xp1101t to the prospectmer prmc1pa1

Y=

e

‘ &n
. Same observed differences areas folI‘Est

In neither system are the ocmplete selectlon criteria made

L

-

.\..‘\l
-~

t‘r'
3.
v

In N. S. W, there ‘is an estébliaed expenenced group of full—

time evaluators (the inspectors) who carry out the major. part

of the select‘.ton’process There is no oounterpart in the u. S

system.

.
£

%

3

‘ ' . . ‘. T :_ -
In N. S. W. there is a clear association between an on-going

~

/"\/

*F

UL R
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. personnelr evalugtion process and seiection for prometion. In
" the ’U. S. system there is no such association; in fa.cth, there
is little formalized administrative evaluation. ’
3.: InN. S. W. the selection decision is taken about four to Yive
‘levels down into the hierarchy ef the organization, in the - .

U. S. system only about one,to two levels down..

¢

t

U, S.e,{ the oonmunity as represented by the board holds final ’

4, InN, S W. there is no camunlty input whatsoever In the

power to hire (and future camunlty 1nput into selection
N -

c iteria is serlously contenplated)‘\
~5, IR N. S W. the universities have no iﬁbtxt whatsoever. In the

U S they oontrol 1Ehe vital credentia,fj.ng requlrenents adnln

1fter the placement ceqters and ¢ontain key pecple wh%gre i e -W;“*
. personally influential in the" selecti pmcéssn -~ ' R
6. In many w{y.s éhéN g “s;sten‘ is less subject to "p011t1ca1" -
M-“ mfluence than its oounterpart in the U, S. (An excellent 1
. example is the impact of afflrmatlve action.) {
7. lIn the U S. system thex:e 1e:fgreater pro:uslon for input b{r ’ 1{
subordinates and peers than in N. S. W. . (This scmet imes in- . 3
cludes students, although this is not the practice in the dis- j
trict under review.) ‘ ‘ ' %
8. The N. S. W. selection system is regularized by a host of rules- 1
-‘ s+ . and regulations relating to experience and progression.. The 3
U. S. system has no formally regularized process’ of selection. / }
9 The i*xfornat.iop-on which prqmtions‘_:'are nade is gathei'ed by . - }
" fn-schpol inspection in the N.'S. W. system, but fram written
S _— - »
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and-oral recommendations often based-on more disftant evalua-

14

tion in the U. S. systém.

10. In N. S. W., there is a compulsory op;en reporting to the\gan—

didate of the reasons for the deciéior_l ttken. This is not so
in the U. S. system. ' N

11. In N. S. W., employee pr.otection seems to be gi\‘fen at least as

much whight as selectig_r{ of the 'suitable candidate. n the

U. S., the emphasis is on choosing the best (with seemingly

<
-

little regard for. 'the qthers). . L e Y
e v % o i
12.” In N. S. W., all promotions, to. principal are from within the
‘ h _

.. ? Steg. If'%he U. S. they may come from,inside or outside of

>

w P

the systeam. .

[

- -

137 A‘:cordlla.ry is that, in N. S. W, teachers look forward to con-
tinuous career advancement within the one system. This is not a
typical U'. S. teacher expectation.

14. The seniority concept plays an exp}‘icit “part' in the N. S. W,

 ~system. This is not so in the U. S.

15. “In N, S. W. there is a multi-tiered appeals system agai’nst“un-'

~ Just pramotion decisions. U. S. teachers al'so ‘have legal re-
t’ eourscle‘;ag.ainst.discriminato'rj selection braig’;tices but the proc-

ess is‘npt as clearly institutionalized or regularized in

N- S.W. l N ,’ \ A l.

16. InN. S. W. there is no attempt to fit' a particular person to

a particular position. In the . S. system this is the c of

the whole selection px;ocess .

\

The evidence ‘that emerges points to a N. S. W. system'which is
2 . .

\
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‘to its employees, and displays many of'the attributes of a closed so-

complex in temms of b6th_hierarchica1 and horizontal role differentia-~

8

tion as well as spatial distribution; is fairly highly formalized in

temxs of sdcial control, offers typically bureaucratic career ,pa.ttern's ’

/ L

B . . - Ve, *

cial systen, . . TN e, T
, /‘1—-—‘0 - v

*The. u..s. syste'g,-ha,s fewer Vértlcal layers and less horizontal

¢

. specmhzatlon It is a geographically campact system (albeit also a,

subsystem of a w1der state "system'" of public education) The selec-

, tion process»i% not so regularized and the system rarely offers within

itself a lifetime careqr pattern for an ambitious and capable young

enployee As a more n system, it mteracts more directly with its

env1rom1ent than does the N. S. W. system e

In the writer's opinion, the ma jor weaknesses in the U. S. proc-

esses are, as follows:
a. The selection process is:unrela/ted to systanatic:f-personnel
evailwtion -and development. - | '
b. It is open -to personal and ''political" mfluences

" There is little opportunity for candidates to live down a past

/

error or soiled reputationf (warranted or; not).

d. Seleétion‘can be based on mfbrmat:on of dublous vPlue.

In pa.rtial solution of these problens it may not be beyond the re-

M1

E
e. The univer51ty Tejentialing system is of doubtfql validity.

sources of the state departnent (perhaps in associatlon with the univer-

sities) to set up a special division skilled in teacher and administra-

tor evaluation to serve the needs of the scho%l districts. People in-

terested in promotion t6 administrative positions could call for a
38°
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personal evaluatlon of’ their work in the qchool systan by the Of fi 1(,ers s, -
of thls "1ndependent" evalua.tlon‘ agencj’ Along w1th 1n-school observa-
.’ .tion, the: prospectlve adminlstrator could voluntarily. attend a special -
-assessment center as used by the Bell System and described: by Wikstrom..

(Wikstrom Pp. 110—116) Such a center has been used with great siiccess

——— — e m Al

by the N. §. W. Public Serv1ce for some years. The ev1dence is that . -

thlS kind of assessment center is ”able to make remarka.bly accurate

,]udgnents of potent1a1 for advancanent " (Wlkstrom p 117) Reports

frcm these evaluatlve processes would be oonfldentlel the /candidate’

\to assist in his or ‘her personal development and could be used by him

or her alongside of the typical recxmnendations now used in application

) for'/.a specific position. It might be assumed. that persons who ‘elected | \
not to undertake this kind of evaluatlon would be at a dlsadvantage
aga,lnst those who offered this type of addltlonal evidence. The inno-

vatlon could be assoc1ated with a relaxation of same of the academic

‘/ N oot

/ crede"tlwlmg requirements. ’

-

v
- ; 4 ¥

s - Zi/ ’ The%,pr wea.knesses in the N, S. W. system as I see them are as N
J‘ 1—' Mg * “' % N - . 1
‘ /’ sf‘\':;-:',at. 'I‘hé danger of perpetuating the "organization man." . .
/ ’ « N

/ ", b. Selectlon criteria are largely unknown by the candidate.
o "/ ¢. There is no attempt to match the person with a partlcula.r pos1-\
/ t‘ioq. o .
‘ . d. The length o6f the pramotion ladder can fru/;tra,te ambition.
e. The eystan is not open to the #Mruitment of outsiders.
- o There is no single easy solutlon to these problems, especlally in
/ I

an organlzation wh1ch tends to resist ,change .Steps taken would need, .
a3 x o



ed;.lca‘tive process.
In régard to criteri there is no.reison why a comittee consist-

ing of present principals, deputy-principals and mspectors and even

sttxdents teachers,/ and carmunlty members, could not be constituted to, .

develop inspectign cr1ter1a based on perceptions of the principal's ,

- role in modern/A /i/an/Wr The criteria so developed would be

disseminated w1de1y, a.nd could be the subject of discussion between the

inspectors and the teacher some considurable time before the’ inspection. . ,
To encourage inno,vative ideas and practices, teachers, principals

AN and inspectors should be’ enabled and encouraged to viﬂsi't'educational

Y . systems in other states and cdountries, and to further their university / »

-

studies. : : O
" The panel forftj?ty-principal's inspec'tion shouﬁ made up of T
two inspectors, the principal of_’the school, and an outside membér,
' : )
_for example, a university professor, drawn from a lis agreed to by the .
federation and the department. . ) " St
Vacancies should not be closed to ot\ftsiders. Al1l positions.should &/

. ) be openly advertised and the seniority system for appointment from

* director, distﬁict inspector, supervising secondary mspector, a teach- .
er and perbaps{r:;;esentatlve of the parents and citizens' assoc1a-
tion would make the selection rom the Fourth List or fmm qualified
outsiders to ‘match the person and the pos1tion.

Candidates could make use o0f the Public Service Boa.rd s a.lready

’ . List IV abandonied A loca,l selection comnittee consisting of the area - 1
established assessment’ center to assist in personal develoment and ]

T . ) .
b T 35 .
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. ) . A
provide further evidence of readiness for promotion. . ¢ A 1
More flexible regulations, allowmg for the more rapld adva.ncenent }

of excellent candidates could be devised. . .. o o -
, e : ) |
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